SALT RUN
Some can afford to opt out. Some can only run dark. Some can organize. The system collects either way.
SETUP
1. 3 Smugglers + 1 Harbormaster. Each draws a Character card.
1. Starting cash: Lucia $60 · Mira $40 · Davi $25 · Harbormaster $0.
1. Enforcement: 2 enforcers per round by default. Harbormaster can hire up to 2 more (cap 4).
1. Materials: Coast board, 12 Buyer cards (6 normal + 6 forced), Inspection Log, Festival Fund pile, ships, enforcers, festival piece, money.
THREE WAYS TO MOVE SALT
1. Run dark — $0. If an enforcer patrols your bay, lose $15.
1. Letter of Marque — $7. Any bay, full revenue, never seized, never crowded. Skip the Declare phase.
1. Festival contribution — any amount. If the table reaches $15, festival happens at a bay you choose; no enforcement there. If under $15, money goes to the Harbormaster.
HARBORMASTER'S OPTIONS
1. Default — 2 enforcers, paid by the Crown.
1. Part-time hire — $5/round. +1 enforcer for this round only. Paid from your revenue.
1. Full-time hire — $20 once. +1 enforcer for the rest of the game.
EACH ROUND
1. Method commit. Smugglers secretly choose run dark or Letter, face-down. Harbormaster announces hires (if any).
2. Reveal commitments. Letters flip up. Active enforcers for the round are now public.
3. Draw your buyer. Each Smuggler privately draws a Buyer card.
4. Festival pitch. Anyone may propose a festival. Smugglers contribute openly. Smugglers can transfer money to each other at any time. If the pile reaches $15, choose a bay openly. If short, the Harbormaster takes the money.
5. Declare. In rotating turn order, each Smuggler (not holding a Letter) states aloud which bay they'll land at. They can lie.
6. Port commit (blind). Smugglers secretly pick their actual bay. Harbormaster secretly assigns enforcers to bays. Enforcers cannot be assigned to a festival bay.
7. Reveal. All cards flip.
8. Resolve. Earn $10 if your bay is near your buyer, $5 if not. Letters always earn $10. If multiple Smugglers landed at the same bay, each divides their own revenue by the number of Smugglers there (rounded). Letters unaffected. If an enforcer patrolled your bay AND you ran dark, lose $15. Letters and festival bays immune. Log inspected bays.
WINNING
1. Smuggler: Most cash at the end of round 8. Game may continue to round 10 if the table agrees.
1. Harbormaster: Wins if total revenue ≥ $60 (Letters + seizures + failed festivals + bribes-for-services).
1. Both can win. Both can lose. Smugglers may go negative; final score includes debt.


HARBORMASTER CHEAT SHEET
Hire, patrol, collect, repeat. Listen to what they tell you. Decide what to believe.
YOUR GOAL
Reach $60 in total revenue across the game. Every dollar that comes to you counts: bribes you collect, Letters that get bought, seizures you impose, failed-festival contributions handed to you.
EACH ROUND, YOU DO THIS
1. Decide on hires Default 2 enforcers. Pay $5/round for a part-timer, or $20 once for a full-timer. Paid from your own revenue.
2. Announce hires Tell the table. Active enforcers for the round are now public.
3. Watch the Festival pitch Notice who contributes, who lobbies, who refuses. Information.
4. Listen to Declarations Smugglers state aloud which bay they'll land at. They can lie. Read tone, repetition, pattern.
5. Assign enforcers Secretly place each enforcer at one bay. Cannot place at the festival bay.
6. Reveal & resolve Collect $15 from each Smuggler running dark at a patrolled bay. Log it.
YOUR REVENUE STREAMS
1. Letters of Marque: $7 from each Smuggler who buys one this round.
1. Seizures: $15 from each Smuggler caught running dark at a patrolled bay.
1. Failed festivals: If contributions fall short of $15, you collect everything in the pile.
1. Successful festivals: You collect nothing. The Smugglers got organized.
YOUR COSTS
1. Part-time hire: $5 per round, paid that round.
1. Full-time hire: $20 once, paid the round you hire. Permanent.
1. Maximum 4 enforcers (2 default + up to 2 hired).
TACTICS WORTH KNOWING
1. Reading declarations: A Smuggler who declares the same bay every round is probably lying about something. A Smuggler who hesitates is probably telling the truth.
1. Hiring math: A part-time hire pays for itself with one seizure ($15 caught - $5 hire = +$10). Full-time hire is profitable if at least 4 rounds remain.
1. The Inspection Log: You write it. Patterns you create become predictable. Mix it up if you want to keep them guessing.
1. You cannot be reasoned with: Stay quiet during Declare. Don't argue, don't bargain, don't show pity. The system you embody doesn't have those features.
REMEMBER
You are not the villain — you are the system in human form. Your pension depends on revenue. You tell yourself you're keeping order. Sometimes you believe it.
